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INTRODUCTION 


1. Since ICOSI was conceived and formed/ the situation confronting 
the Industry has developed and grown and will continue to do so. 
These proposals are an attempt to ensure that, while remaining 

FAITHFUL TO THE ORIGINALLY AGREED POSITIONS, WE APPROPRIATELY 
ADAPT OURSELVES TO BE ABLE TO DEAL EFFECTIVELY WITH THE DEVELOPING 
SITUATION . 

2. It must be emphasised that throughout what follows, ICOSI remains 

AN ORGANIZATION THAT WORKS THROUGH THE NMA 'S, OR THROUGH THE 
AFFILIATES OF MEMBER COMPANIES WHERE NO NFA EXISTS. 

3. The approach followed here was: 

' -SE FtNE OUR OVERALL OBJECTIVES IN THE LIGHT OF THE EXPERIENCE 

THUS FAR GAINED. ANSWER THE QUESTION:" EXACTLY WHAT IS IT WE 
ARE TRYING TO Do" ? 

- SET OUT A SERIES OF STRATEGIES TO ACHIEVE THESE OVERALL 

K-'-t CL 

OBJECTIVES, BASING THEM ON THE PRIORITIES-t6£REED AT THE 

May 29 feting in London of the Board of Directors 


- SUGGEST AN ORGANIZATION OF THE SECRETARIAT THAT IS ADAPTED 
TO BE ABLE TO CARRY OUT THE JOB BEST 


A. 




IT WAS FELT THAT REGIONAL REPRESENTATION, THOUGH BASED IN THE 

Secretariat , together with a system for faster, less cumbersome 

DECISION-TAKING ARE CARDINAL POINTS IN DEVELOPING A MORE RELEVANT 
AND EFFECTIVE ICOSI ORGANIZATION . 
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OVERALL OBJECTIVES 


I. To JOIN IN AN INTERNATIONAL EFFORT TO COMBAT THE 
WORLD-WIDE THREAT TO OUR BUSINESS, PARTICULARLY 
IN THE FIELDS OF: 

- SOCIAL ACCEPTABILITY 






- FREEDOM TO MARKEJ OUR PRODUCTS 

- THE ATTACKS^ N THE DEVELOPING COUNTRIES 

2, TO PREVENT, HALT OR SLOW DOWN THE GLOBAL CAMPAIGN 

TO IMPLEMENT THE WHO RECOMMENDATIONS 

l (' O .}; * A— 

3, To DEVELOP ■WOfttS-WtBf'STRATEGIES AND ACTION-PLANS 

l r~ r\ n T >1 n-t—r i i i t i i i — rfi t ti inrmr i i MMA ^ o u ru-n r n wnynAM 


■FQ R—frftP t ETT E TT T 7\ T 10 7 T THROUG H 


S, MEMBER COMPANIES 


AND THEIR AFFILIATES AND WITH ALLIES 


4, To ESTABLISH ArWeRtrfr-W-f-frE- MONITORING AND INFORMATION 

EXCHANGE SYSTEM IN ORDER TO ASSURE THE FASTEST POSSIBLE 
RECEPTION, ASSESSMENT AND RESPONSE TO EVENTS AND 
INTELLIGENCE 
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STRATEGY 


SET UP AND MANAGE THE CLEARING HOUSE OF INFORMATION FUNCTION 


This procedure has already started, the consultancy 

APPOINTED AND THE SYSTEM SHOULD BE OPERATI 
v -Tflt 1981, As SOON AS THE NEW SECRETARY GENERAL HAS BEEN 
SELECTED AND THE SITING OF THE SECRETARIAT DECIDED, THE 
PERSON WHO WILL RUN THE INFORMATION SERVICE SHOULD BE 
APPOINTED, THE CONSULTANCY WILL ADVISE AND ASSIST IN 
THIS APPOINTMENT, An INTERIM INFORMATION SYSTEM WILL BE 
ESTABLISHED SHORTLY. 

The CLEARING HOUSE OF INFORMATION FUNCTION INCLUDES 
THE COLLECTION, PROCESSING, ANALYSIS AND DISTRIBUTION 
OF INFORMATION FOR USE BY: 

- NMA'S 

- MEMBER COMPANIES 

- VIA NMA'S FOR USE BY NATIONAL ORGANIZATIONS 
OF RETAILERS, WHOLESALERS, LEAF-GROWERS ETC, 


L- ewfe y 
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STRATEGY 


A 


DESIGN AND PROVIDE RESOURCES FOR USE RY fiEHRER COMPANIES , 
NMA's AND OTHERS 


Create basic presentations on the main issues that can 
BE GIVEN ALMOST ANYWHERE AND IN ALL PRINCIPAL LANGUAGES, 

INITIATE/ IN CONSULTATION WITH WORKING PARTIES/ SPECIAL 
INTERNATIONAL STUDIES NEEDED TO PROVIDE DATA FOR ACTION 
PLANS, ALSO/ THROUGH NflA'S/ ENCOURAGE THE COMMISSIONING 
OF NATIONAL STUDIES (e,G, ECONOMETRIC STUDIES), 
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STRATEGY 


SUPPORT THE NMA'S/ PARTICULARLY THOSE WITH LESS RESOURCES 
AND EXPERTISE/ AND CREATE NEW ONES 


Hake the^Joards of theJ 


LESS STRONG NMA'S AWARE OF 


WHAT CAN BE ACHIEVED. GlVE A SERIES OF SEMINARS TO 

THEM TO CONVINCE THEM AND TO SHOW THEM HOW TO GEAR 
UP AND TAKE ACTION. 


Promote and coordinate support by NflA's for ICOSI 
STRATEGIES AND ACTION-PLANS. 

Establish clear targets of where and how new NMA's 

SHOULD BE FORMED AND ASSIST THEM IN DEVELOPING THEIR 
PLANS of action to carry out ICOSI strategies. 
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STRATEGY 


MOBILIZE THE LEAF-GROWING INDUSTRY, 





PARTICULARLY IN THE 


DEVELOPING COUNTRIES 


Talk with them, Give them details of the issues, industry 
POSITIONS AND BACK-UP SUPPORT (EG, THE EIU STUDY), 

Explain the full implications for their business con- 

TAINED IN THE WHO RECOMMENDATIONS, 

Encourage them to appoint their own representatives - 

LOCAL PEOPLE - AND MAKE THEM RESPONSIBLE FOR TALKING TO 
GOVERNMENTS AND INTERNATIONAL ORGANIZATIONS, THE INDUSTRY 
CAN HELP TO TRAIN THEM, BUT THEY MUST BF REPRESENTATIVES 
OF THE GROWERS AND NOT OF THE MANUFACTURERS , 

Implementing this should be the job of the ICOSI Regional 
Coordinators, working through the local NMA's or through 

MEMBER COMPANY AFFILIATES, 
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STRATEGY 


o# 






J2 ^ 


<A 


( MOBILIZE^HE WHOLESALE AND RETAIL TRADE Q<L 



‘ • ~i 


Explain the issues and brief them on their responses, 
Encourage them to speak out and support the industry's 

CAUSE - AND THUS THEIR OWN, 
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STRATEGY 


MAKE OPTIMUM USE OF WORKING PARTIES/ TASK FORCES’ AND 
OUTSIDE CONSULTANTS 


Advise, support and serve as a coordinating link between 

WORKING PARTIES. BASED ON ITS GLOBAL OVERVIEW, THE SECRE¬ 
TARIAT SHOULD BE FREE TO CONTRIBUTE CREATIVE INPUT FOR 
THE WORKING PARTIES AND TASK FORCES. 

Identify newly emerging issues and, as necessary, set 

UP WORKING PARTIES OR TASK FORCES TO DEAL WITH THEM AND 
DEVELOP APPROPRIATE ACTION PLANS AND MATERIALS, 

A CO¬ 
UPON REQUEST, PfiQ¥f~B€—N~g€E6~9ArRY~-gy PERTTS E ' TA , N ' D ~5 UFTOK T 

SERVICES— BY~R-&T-AI-NED CONSULTANTS ^ AS APPROPRIATE, FOR 

ACTIONS INITIATED BY MEMBER COMPANIES, WORKING PARTIES, 

NflA'S AND OTHER "FAMILY MEMBERS", 

Encourage member companies to maintain continuity in their 

REPRESENTATION ON WORKING PARTIES, 
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STRATEGY 


IDENTIFY AND WORK THROUGH THIRD PARTIES 


Establish contacts with Third Parties willing to 

SUPPORT THE INDUSTRY/ PARTICULARLY ON THE FREEDOM OF 

Choice issue. 



Also enlist the good offices 


/ whose 


interests would be damaged if the WHO Recommendations 


ARE IMPLEMENTED. 
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STRATEGY 


ESTABLISH TH ROUGH THIRD PARTIES ,AS APPROPRIATE, CONTACTS 
WITHIN DESIGNATED TNfE RNA - BONAL ORGANIZATIONS 




The purpose is to monitor and to obtain the earliest 
POSSIBLE INFORMATION REGARDING FUTURE MOVES BY SUCH 
ORGANIZATIONS/ WHICH MAY AFFECT THE INDUSTRY, 


Also to make such organizations as th^ FAO/ the IMF 


and the World Bank aware of the & . tiNUHr c implications 

OF T HE I i ?H Q~'RECOMMENDA I luNb AND OF THE TRUE "PAC T SC E£i—THE 

«.o' CC o 

lohfO 


fftrSTDDY-) . 


AuZ_‘ 
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II 


ORGANIZATION AND DECISION TAKING 


1, It IS PROPOSED THAT REGIONAL REPRESENTATION OF THE SECRETARIAT 
(BUT WITH THE REGIONAL REPRESENTATIVES BASED IN THE 

MAIN ICOSI OFFICE), AND A LESS CUMBERSOf€ DECISION TAKING 
SYSTEM ARE CARDINAL POINTS IN DEVELOPING A MORE RELEVANT AND 
EFFECTIVE ICOSI OPERATION, 

2, These proposals are contained in this section, 
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ESTABLISH AN APPROPRIATE ORGANIZATION TO ACHIEVE THE 
OVERALL OBJECTIVES " ~~ 


The problems and the attacks are global and the only 

PRACTICAL METHOD OF HANDLING THEM IS THROUGH REGIONAL 
ORGANIZATION. 

The WHO has 6 Regional Offices covering the world and a 

REPRESENTATIVE AND PROGRAMME COORDINATOR IN NEARLY EVERY 
COUNTRY. 

For ICOSI's purposes it is proposed that the regional 

STRUCTURE SHOULD BE AS FOLLOWS! 

1. Europe & North America 

2. Latin America 

3. Africa & the Hid East 

A. The Indian sub-continent & Far East 

The Secretary General should be responsible for Region I 
(Europe & North America). Based in the ICOSI Secretariat 

AND RESPONSIBLE TO. THE SECRETARY GENERAL THERE SHOULD BE 

one Coordinator for each of the other regions. 
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In GENERAL TERMS/ the job of these coordinators will 
BE TO ARRANGE FOR THE IMPLEMENTATION IN THEIR REGION 
THROUGH NMA'S AND MEMBER COMPANY AFFILIATES OF AGREED 
ICOSI STRATEGIES AND ACTION PLANS, AS APPROPRIATE AND 
POSSIBLE DEPENDING ON LOCAL CIRCUMSTANCES,. 

They should be of middle-management status and ideally 

SPANISH-SPEAKING FOR LATIN AMERICA AND ARABIC AND FRENCH- 

speaking for Africa & Hid East, 

Unless ICOSI is prepared to commit itself to offering 

THEM LONG-TERM CAREER PROSPECTS, (WHICH SEEMS UNLIKELY), 

THEN THE ONLY PRACTICAL WAY TO FILL THESE POSITIONS IS 
BY SECONDMENT FROM MEMBER COMPANIES ON A 2 TO 3 YEAR BASIS. 

Their job will entail a considerable amount of travel, 

BUT THE EXPERIENCE OF CHALLENGING PROBLEMS AND DIFFERING 
ENVIRONMENTS WHICH THEY WILL ACQUIRE IN DOING THE JOB 
WILL CERTAINLY BE OF GREAT BENEFIT TO THEM IN THEIR CAREERS 
AND TO THEIR PARENT COMPANIES AT THE CONCLUSION OF THEIR 
SECONDMENT, 


( GRAPHIC REPRESENTATION ON NEXT PAGE ) 
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ORGANIZATION OF ICOSI SECRETARIAT 



x This represents a staff of 12 


x 

x 


The Secretary General responsible for Region I (Europe r N.America) 

Region 2 Latin America 

Region 3 Africa & Hid East 

Region 4 The Indian Sub-Continent & Far East 


x Staffing of Information will depend on proposal of Consultancy 


Source: https://www.industrydocuments.ucsf.edu/docs/njgkOOOO 


2025049502 











15 


DECISION TAKING 


1, He need to devise a faster and less cumbersome method of 

DECISION TAKING, At PRESENT, DECISIONS CAN ONLY BE TAKEN 
BY SEEKING APPROVAL FROM THE DIRECTORS FROM ALL THE 
MEMBER COMPANIES, 

2, A NEWLY APPROVED BODY IS THE "ADVISORY GROUP TO THE SECRE¬ 
TARY General", comprising the appointed representatives of: 

- THE CURRENT CHAIRING COMPANY 

- THE IMMEDIATE-PAST CHAIRING COMPANY 

- THE SUCCEEDING CHAIRING COMPANY 

3, It is proposed that the role of this Group be expanded to 

INCLUDE THAT OF DECISION TAKING AND THE SECRETARY GENERAL 
SHOULD BE RESPONSIBLE TO IT. 

A. Its Chairman will be the appointed representative of the 
Chairing Company, and will be .acting on behalf of the Chairiwi 
of the Board of Directors, 

5. This Group will be responsible for directing and guiding the 
Secretary General and for the day to day decisions, It will 

MEET REGULARLY, PROBABLY ONCE PER MONTH, HOWEVER, IN PRACTICE, 
ITS MEMBERS WILL BE IN FREQUENT CONTACT DURING THE COURSE OF 
ICOSI WORKING PARTY ACTIVITIES, 
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6. When decisions to be taken go beyond their defined authority, 

THEY WILL REFER THEM TO THE CHAIRMAN OF THE BOARD OF DIRECTORS, 

Should the latter feel it is something that goes beyond his 

AUTHORITY, THEN HE WILL CONSULT WITH THE BOARD OF DIRECTORS, 

7. The Board of Directors will then meet once (or perhaps twice) 
per year. Birr its role will be to concern itself principally with 
matters of broad policy and overall programs and budget 
approvals. 


(graphic representation on next page) 
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DECISION TAKING 



§ Broad policy matters 
5 Overall programme & budget 

APPROVALS 

§ Meeting on'ce(or twice) a year 


§ Appointed representatives of 
present(Chairman), past & 
future chairing companies 

§ Directing & guiding the 
Secretary General 

§ Day to day decision taking 

§ Monthly meetings 

§ Reports to the above group 
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WORKING PARTIES & TASK FORCES - RELATIONSHIPS WITH THE SECRETARY GENERAL 


1. Working Parties & Task Forces appointed by the Board of 
Directors as before 

2. For decision approvals, now a direct line to the "Advisory Group 
to the Secretary General" 

3. The Secretary General an ex-officio member of all Working Parties 
& Task Forces 

A. The Coordinators will also be expected to participate in meetings 
where possible 

5, It will be proposed to the Board of Directors that the "Developing 
Countries Ad Hoc Group" should become a full Working Party 


(graphic representation on next page) 
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WORKING PARTIES & TASK FORCES - RELATIONSHIPS WITH THE SECRETARY GENERAL 
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